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How to Prepare a Strategic Plan 

Given we use maps all the time in our everyday lives, why is it that a strategic plan, which is 
essentially a map, is still not commonplace within the golf club industry?  Given it is a industry full 
of many twists and turns, with governance structures that can sometimes cripple the effectiveness 
of long term planning, one would think that the sooner a plan exists the better. 

That is not the currently reality however many are now realising the importance of such a 
document. As many facilities start down this path and seek help and the answer to “how to” this 
article outlines a process that works for golf facilities. One of the motivations for this article is that I 
have seen very few strategic planning templates that deliver outcomes. The plans I have seen 
have generally suffered from one (or more) of four main problems. They have either 1). been 
adopted from other industries by well meaning directors but don’t really fit golf, or 2). haven’t 
differentiate between goals and strategy, or 3). haven’t included the actual actions that are required 
to see a plan achieved, or 4). have also been far too long.  

As an example, I recently I saw an 81 page document from a club that they called a strategic plan. 
Whilst containing some very detailed background information, it really should have been referred to 
as background research for the strategic plan. At such a size it would firstly have never encouraged 
anyone to regularly read it or importantly consult it. The document, after feedback about its size 
was received, was then subsequently reviewed back to nine pages. Whilst then containing well 
supported strategies and goals, it lacked one of the key requirements of a strategic plan – Actions!   

There were 32 “we will” or “we intend” statements but no specified actions as to how these 
statements would actually be achieved.  For example, it stated “In 2010 dollar terms, the club aims 
to generate between $xx0,000 and $xx0,000 in cash from operating activities.” This is a strong 
statement but my question was ok, sounds good, but how are you going to do that? more 
members? more green fees?, reduced expenses?  

The point being made here is that it is the actions behind the strategy that will determine whether a 
plan can be achieved. If there are no actions then all you’ll have is goals and no measurable 
outcomes. With reference to the club above, despite not getting its first attempt right, at least they 
have started the process. They have realised that only having a general idea of where they are 
going is not sufficient in the current environment.  

A strategic plan essentially is the identification of specific, realistic and measurable business goals 
that then have all subsequent activities directed towards their realisation.  At the heart of the 
process is the question “what are you trying to achieve?” In following such a process the 
development of a strategic plan will help you become outcome driven, and forward thinking. It will 
also enhance the likelihood of continuity in planning even as board directors come and go. 
Protecting against individual desires and decision making wthat become short term focused, 
running in parallel with board election cycles.  
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A strategic plan will give all stakeholders a clear understanding of what your facility is trying to 
achieve over the coming (at least three) years. It will always be necessary to respond to changing 
circumstances but with a plan in place any such short term decisions considered necessary won’t 
be made in isolation and will consider the ultimate bigger and longer term picture. 

Here’s a guide how to do it. 

The Strategic Planning Process 

This strategic planning process, originally created by Tony Golsby-Smith from Second Road 
Thinking, is essentially a four step process that asks four following questions, as illustrated below: 

 

Each of these steps, and what should be done at each stage, is now explained. 

Question 1: Where are we now? 

The first step in building the plan is to establish where you are currently at with your facility. To 
guide subsequent decisions, and to ensure that they are made in context, you need to have a 
detailed understanding of your current position, the market you are operating in, the industry 
generally and about any economic and social trends which may impact on the future performance.  

What you are seeking to understand is: 

 The current strengths and weaknesses of your facility as compared to the market; 

 The dynamics of the markets you operate in; 

 The overall trends in the industry; and 

 The general economic and social trends which may impact your facility, either in 

the short or long term. 

Research is not everyone's favourite pastime, but the effort will be worthwhile because the 
effectiveness of the future decisions made will be made in context to the market around you - the 
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answers to these questions.  

These answers then feed into your SWOT analysis. Developing a SWOT analysis based solely on 
opinions is of no value at all. You need facts, so it is research first then the SWOT. 

Tasks Required 

To effectively complete this stage of the process the following tasks should be undertaken: 

 Market Review 

o Membership trends 

o Male/female mix 

o Attrition rate 

o Junior membership 

o Ranking comparison / market preference 

 Financial/Operational Review 

o Financial assessment, departmental strengths, weaknesses, peer club 

benchmarking 

 SWOT Analysis 

o Identifying the current internal strengths and weaknesses of your facility 

helps you to answer the question - where are we now?   

o The opportunities and threats you face in the external operating 

environment will later influence how you answer the next question - 

where do we want to be?  

Question 2 - Where do we want to be? 

 

The second step in the creation of the plan requires an answer to the 
question ‘Where do we want to be?' To answer this question there are two 
key statements that are required:  

1. Vision statement (the destination) - what you ultimately want to achieve at 
your facility.  

2. Mission statement (the journey) - describes what type of facility you will 
operate as you work towards that vision 

There is no point in having these statements unless you are prepared to live 
by them every day. Defining what you want to achieve is a key step in this 
process as it forces you to stand back from the day to day operations of your 
facility and in broad terms think about what your ultimate goal/s are. 

The more people in your facility that you include in the development of these statements the better 
they will be as it will ensure they do truly reflect the wider view.  

The Vision Statement 

Begin by thinking about what you want your facility to achieve. What are its aspirations? These 
should serve as the overall guiding force to your statement. 

Vision SAMPLE 

To become the leading golf facility in XXXXX providing excellent products and services at 
reasonable prices to every member and customer, every time. 



 

 

www.golfbas.com            Page 4 

The Mission Statement 

The Mission statement should describe what you propose to deliver as you work towards your 
vision. They should be challenging to achieve, but they also need to be founded in realism. 

Mission SAMPLES:  

Membership: Our members are our priority and we will provide them with a quality experience that 
is of a consistently high standard.  

Governance: The Board will strive to be responisble custodians of the Club and will undertake all 
our club activities in an honest and ethical manner, always seeking to strengthen the Club’s long 
term future. 

(In order for your plan to cover everything that your facility does, ideally there should be a Mission 
statement for each key part of the business – eg. membership, golf course and environment, food 
and beverage, administration, governance, employees etc.) 

Finally, parts of your plan will overlap or impact other departments. This must be recognised as you 
prepare each department’s mission statement and then consequent desired goals and actions. 

Turning Vision & Mission into Goals 

It is what you actually do with these statements that actually matters most. If you don’t actually live 
by them each day then there is no point in having them. How do you live by them?  For these 
statements to become a driving force within your facility they need to be translated into tangible, 
measurable goals. This is the engine room of the plan. To demonstrate how this works, the sample 
Vision and Mission statements are used: 

Vision 

Translation 

What does ‘leading' mean? 

How can this be achieved in practice? 

 

Sample Goal/s 

To become the leading golf facility in 

XXXXX providing excellent products and 

services at reasonable prices to every 

customer, every time. 

 To win the Club of the Year award 

presented by Clubs QLD 

 To be the highest ranked course in our 

area. 

Mission - Members 

Translation 

What does ‘quality experience' mean? 

Goals would be required re overall number 

of members, member satisfaction levels etc 

Sample Goal/s 

Our members are our priority and we will 

provide them with a quality experience that 

is of a consistently high standard. 

 To increase member retention to 90% 

within 3 years. 

 To maintain a level of member 

satisfaction over 7.0. 

Mission – Governance/Finance Translation 

What does ‘’responsible custodians’ 

actually mean? 

What does ‘strengthen the Club’s long term 

future’ mean? Defined financial targets 

need to be developed such as profitability 

and cash reserve targets. 

Sample Goal/s 

The Board will strive to be responsible 

custodians of the Club and will undertake 

all our club activities in an honest and 

ethical manner, always seeking to 

strengthen the Club’s long term future. 

 To increase net profit to 15% of within 

two years. 

 To increase cash reserves by 20% 

annually. 
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What these goals now do is provide focus and direction for the facility. They are something to aim 
for and will ensure (if achieved) that the Mission statements are actually lived and that the facility is 
moving towards achieving its Vision. 

Tasks Required 

To effectively complete this stage of the process the following tasks should be undertaken: 

 Strategy planning session  
o Board members, key management, other key stakeholders 

Q3: How will we get there? 

 

But having goals is great but still meaningless unless something 
is done to actually make them a reality. This is the part of the 
plan where goals are linked to strategies via actions. In defining 
the strategies, you need to ask yourself what needs to be done 
to actually make it happen. 

Lets look at how this applies to the Vision and Mission 
statements. 

 

 

 

 

 

 

Vision Statement Sample Goal/s Strategy 

To become the leading golf facility in 

XXXXX providing excellent products and 

services at reasonable prices to every 

customer, every time. 

 To win the Club of the Year award as 

presented by Clubs NSW. 

What is actually needed to make this 

happen? 

Mission Statements Sample Goal/s Strategy 

Members: Our members are our priority 

and we will provide them with a quality 

experience that is of a consistently high 

standard. 

 To increase member retention to 

90% within 3 years 

 To maintain a level of member 

satisfaction over 7.0. 

What needs to be done to achieve this?  

How will you define members' expectations? 

How will you actually measure satisfaction 

in future? 

Governance/Finance: The Board will strive 

to be responsible custodians of the Club 

and will undertake all our club activities in 

an honest and ethical manner, always 

seeking to strengthen the Club’s long term 

future. 

 To increase net profit to 15% within 

two years. 

 To increase cash reserves by 20% 

annually. 

 

What financial and marketing strategies are 

required to achieve these specific goals?  

 

By answering these questions, the facility will arrive at a number of required operational strategies. 
This is where the Annual Business Plan fits in. 
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How the Annual Plan fits into the Strategy 

Whatever goals and strategies are ultimately determined, they will almost certainly take more than 
one year to achieve. That is why an annual business plan is needed as it assists in the 
implementation of the longer term strategy.  Annual plans are focused on doing the things that 
assist with strategy implementation.  They outline the range of departmental actions necessary to 
implement your strategies in any given year.  

An example of the activity in the Annual Business Plan for the sample golf facility that shows the tie 
in from strategy to action re membership is outlined below: 

Membership Strategy 

What has to happen 

to achieve this? By 

when? 

Actions & Timeline 

 To increase member retention to 

90% within 3 years. 

 To maintain a level of member 

satisfaction over 7.0. 

 Undertake member survey to establish current 

level of satisfaction. – by mid year. 

 Prepare resigned member survey – for next 

Board meeting. 

Tasks Required 

To effectively complete this stage of the process the following tasks should be undertaken: 

 Member surveys 
o Establish or re-asess current levels of satisfaction, key areas of concern. 

o Establish member priorities and any resigned member trends. 

Q4: How will you know when you are getting there? 

 

The fourth step in the strategic planning process is a key one as it is here 
that progress is measured. The parameters you have developed that are 
to indicate success are actually reviewed. Via this review you can 
analyse the implications of the results achieved and adjust strategy or 
actions as necessary.   

In measuring progress you are looking at both implementation and 
impact. You must have taken action to achieve the results you want and 
if you don't implement your strategies through your annual plan within an 
agreed timeframe, then measuring impact is pointless as there will be no 
relevant results. Measuring impact is more complicated but will tell you 
more about how you are progressing towards your goals and ultimately 
achieving your vision and mission.  

Tasks Required 

To effectively complete this stage of the process the following tasks should be undertaken: 

 Reviewing of measurements determined that indicate success - financial ratios, 

other KPIs etc.  

Note: Without the availability of consistent data, measured at the same regular intervals, inaccurate 
conclusions may be made. 
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Analyse the results and make improvements 

The final process in the strategic planning process is the most important component and is the key 
to a successful strategic plan. Remember that this process is a fluid one and that the plan should 
be continuously revised based on internal and external feedback. Depending on the actual results 
that materialise you may need to make decisions about alternative strategies. You may even 
conclude that the goals you set at the beginning were too ambitious in the first place. However 
even when forced to make adjustments, at least you will do so in light of your plan – a far more 
logical approach than random, impulsive decision making. 

Conclusion 

The creation and execution of a strategic plan is not a short term project. They take time, research, 
and commitment. The reality is that all good golf facilities, be they well resourced or not, succeed in 
part because they know what they want to achieve, they implement a range of integrated actions to 
make that happen, they track their progress and they continuously improve based on the results 
they achieve. 

Note: 

GBAS has now designed a template that follows the process and flow as outlined above. If you 
would like to receive a blank copy please contact GBAS. 
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About Golf Business Advisory Services (GBAS) 

GBAS is an independent advisory company offering dedicated, professional 
advice to the golf industry and is Australia's leading provider of golf industry 
advisory services.  

Offering unrivalled experience and industry insight, our approach is grounded in 
research with a belief that data analysis always reveals the insights required to drive 
your business.  

Specialist services offered by GBAS include: 

 Strategic planning 

 Operational reviews 

 Financial health check 

 Member surveys 

 Board presentations 

 Technology reviews 

 Insource / outsource strategy 

 Executive recruitment 

 Consumer research 

 Market research 

 Asset oversight 

 Due diligence 

 Asset valuation 

 Facility design 

 Expert witness services 

If you have a need in the golf industry GBAS is able to provide you with all of the 
necessary knowledge and experience required to help ensure you achieve your goals. 

Contact Details 

24 Bay Rd, Sandringham, Victoria 

M: +61 412 989 222 

E: jeff@golfbas.com    

W: www.golfbas.com   
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